ILLEGIB 


25X1 


Approved For Release 2002/11/01 : CIA-RDP78 





HiHORANOUH FOR; Deputy Director (Support) 

SU&JECT : Review of Agency Management Training 


This report Is for Information only. It was complied In answer 
to your request of 16 January I9fe4. It reviews the history of manage- 
ment training In the Agency, Indicates Its current situation and 
future prospects. Attached charts show the trend of enrollments and 
the distribution by components. 


ttlUMOC 


A. Management training In the Agency was begun by 

flth the so-called Human Resources Program, a 4§-hour conference which 
Las attended by many sen ior officials In the Agency, The first manage- 


pent course was given by 


Pi-hour course given part-time for two weeks. It surveyed processes 
tnd problems of supervision and mid-management for support personnel. 

U though It used some cases. It was primarily a lecture course vJiich 
secured presentations by the Aud I tor- In-Chlef, the Director of Personnel 
Lnd si* other guest speakers. 

By August 1954 a course In supervision was being planned for 
people directly In charge of working level groups. The course plan 
ymphaslzed the traditional functions of directing, coordinating, plan- 
ting, end control ling. In the fall of I95*» basic courses In supervision 
and management were being given by 


In January 195^. It was a 


left the Agency In 1955. 


C. front this beginning until the present day the management 
training has been given by three Instructors except for 1962 whet 
there were four and 1963 when there were two. Chart 1 shows periods 
if service of the various instructors to date. 


;>. beginning in 1956 and for several years thereafter the 
scheduled offerings were considerably augmented by a number of 
special courses requested by various components such as UKR • SR, 
OSI, and the Office of Communications. These courses were not 
essentially different from the regularly scheduled ones but were 
tailored to some extent to meet special requirements. 
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t. &ver the years the training techniques have gradually 
changed in tha direction af el initiating lectures end introducing 
active learning, in December 135? the use af textbooks Mist 
abandoned and the reading of selected articles substituted. By 
?S58 films were being used as cases and Il lustrative material, 
m4 several films were made by I I of OTR , one of which 

is still being used. Also in 1358 a very successful innovation 
v«s introduced, namely the ‘'in-basket Exercise” which was developed 
by the A&E Staff of OTft in conjunct ion with outside consultants. 
This ‘ ! i rr* basket Exercise” is still in use. Also, at litis time 
raic-piayfng became an important technique of Instruction. 


25X1 A9A 


25X1A5A1 

25X1A6B 


»•' . in September I9SJ Colonel white's expressed interest in 
lha development of a senior management seminar te d to the two-week 


seminar given by 
ffianugers 


| for semi or Agency 

In October I960 and again in October 1961 . 


25X1 A5A1 


S. in June 1361 a similar seminar conducted by General Con 

| was offered for a slightly lower level (GS-lb and 15). It 
was offered again in June 1362 and June 1363. 


25X1A6B 


H. In May 1361 the first fttli-tfm® course was given, hut 
courses were generally part-time until the fail of 1963 when the 
policy was inaugurated of having ail management end supervisory 
courses on a full-time basis. At this time the deci sion was also 
iiotlc to ta ke all courses for 6S-H and above either I 

because of the greater effectiveness of the training 
given away from the distractions of horn and office. Throughout 
the years, the courses have normally been of AO-hours duration. 


25X1A6B 


ill, 


A. i hart it shows the number of employees who have taken any 
kind of management training since January 1955. This chant was 
compiled from a machine run of training records of currently 
itspd dyed individuals; training has been credited equally regard- 
less of the length of any particular program, or the particular 
subject matter. External courses are counted equally with OTR 
courses in supervision and management. We do not have statistics 
«m ibe tswmber of supervisors and managers In each component , but 
;t is obvious that same areas have not taken advantage of training 
opportunities. 


c. uOP employees ar® shown in their present component, not 
in the one which entered them in training. This makes some difference 
Its relative show fogs. For example . SR Division shows as of the end 
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25X1 •>f 1363 | |S$~l2*s and above with sew® kind of taanagetnert 

traini ng. whereas a simitar study in December !9&2 shewed | | 25X1 

25X1 £$-12'* and above In SR. Perusal of the chart shows the 

varying patterns associated with different offices, sok» going 
}« heavily for the training of the lower grades and others con- 
cent rating on the higher levels. 

£. vhart 111 shows the enrol Intent In OTR management ami 
supervision courses over the past nine years. It Is based on 
actual class rosters. (A statistical breakdown by courses for 
the years 1953*63 Is also attached.) A drop-off became apparent 
In 1 953* and there has been a slow decline since except for a 
slight pick-up In 1363. The drop-off In 1959 and again In 1961 
shows up most clearly in the graph of the supervision courses. 

The drop- off In 1961 way possibly be related to the cancellation 
nf the "five percent'* regulation In I960. The chart also shows 
a considerable decrease In BOI participation from I960 on. (The 
total number In Chart 111 Is larger than In Chart 11 because Chart 
II shows only people currently amployed and counts each person 
-voly once regardless of the number of course* taken, but Chart 
fit Includes pestle no longer employed and each course taken Is 
counted.) Chart III also shows that In 1963 enrollment was up 
f roe. all components except OOP even though there were only two 
Instructors during this year lit contrast to the preceding year 
whan there were Four. 

0 , The records reveal some rather startling statistics which 
do not appear In the char ts. In QTR management training (d 1 sregard- 
25X1A5A1 tiMk courses ) : 

!. 0C1 has not entered a student since 1956; 

2. Sine® 1957 only one student has beer entered from 
the Ci staff; 

3. WE division has entered two students since 195?; 

4. VH Division has eatsrsd three since- 1958; 

5. After 1358 only two cane from the 99 Staff am! 

>r l y on® from the 10 division: 

6. The Africa division has entered one since I960. 

E. in OTR supervision courses: 

1. OCI has entered only four students since 1359;; 

2. Other than Rt Division there hove been only sever, 
students from OOF’ since i960. 
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t : . Ihe charts demonstrate the low decree of part it I pat {on 
fey OOP over the years, a chron ic situation which was noted as 
25X1A9A early as IfSS by| I It is true of external offerings 

m we I I as Internal ones, hot even the senior seminars haul 
i rawing power; In the last seminar conduc ted bv| | there 

•ere only four students from DDF, aitd the \ wfnart wtre 

given up when it became established that DDP participation could 
not be counted on. The cause Is not readily Identified. In 
part it is related to the views of some senior officials who 
fall to recognize that such training has any validity, relevance 
•ar necessity. Ve instructors have occasionally heard from DDP 
employees that they would ! Ike to get management training hut 
that either they were not aware of the management offerings or 
ifwit they were unable to get permission to take the courses, 
it has been frequently said that the Clandestine Services are 
too hard pressed to be able to spare awyom for this type of 
training, but the Office of twmm I cet ! ons , also herd pressed, 
has sad* a regular policy of putting their people through taanage- 
i.ieut and supervision courses and has even requested special courses 
for particular groups. 

f*. in ftecemher 1961 Initiated an effort to 

work out an operations management course tailored to assumed DDF 
needs. This did not get beyond the talking stage, and there is 
no indication t hat it would have been accepted. In October 1962 
I expressed Interest In a course of three or four 
days duration which might be given to all OOP branch chiefs. 

M fils request, a proposal was submitted, hut no reply or comment 
vas ever received and no action ever taken. 

*v. 

A. Hany books and Innumerable articles have been published 
about Mnafsment training, but there has ne ver bean any ag reement 
as to methods or content, from the time of I & Tft train- 25X1 A9A 

ing has Increasingly cantered Its attention on the management of 
people, which seems to be the critical problem, and gradually 
eliminated the study of such topics as work methods, office and 
records management , and theory of organization, for which there 
.fees been no dwo&nd in our programs . Our courses currently are 
cantered on problems of leadership, cemnunlcat Ion, motivation, 

•■Hid dec I s I or»-mak I no . 

! ‘i. There Is good reason to doubt the lasting effect of 
conventional teaching In this field. Published reports show 
that many training programs have had only temporary effect on 
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the students* who accept live content of the programs tat are not 
really able to change their habitual,. Ways of thinking and doing* 
fee haw® found that rainy students are unable to relate theoretical 
considerations and outside cases to their own situation. They 
have followed the course closely* analyzed the cases astutely, 
but their managerial behavior was actually changed In no way by 
the training. In these cases, the Influencing of attitudes 
baccwes more important than the Imparting of knowledge or the 
teaching of skills. 


£» Other# arc unable to practice whnfc they hove learned 
because of the managerial climate In their unit as mt by their 
boss. Most professional trainers have cow® to believe that 
>mtwgm*rit training cannot be effective unless It s tarts with 
the top managers and proceeds down. To this esc tent \~ 
was correct In attempting to Indoctrinate the top managers In 
CIA with his Human Resources Program before commencing any other 
training. The most common remark our students make Is, “I wish 
say toss would taka this course." 


25X1 A9A 


25X1 A5A1 


8, The ''Case Method*' ha* increasingly been used In QYR 
training. In large part because of Its effect on attitudes and 
Insight*. We instructors not >* *ny valuable tips from watching 

use this method. Without going 


into ar. analysis ot the case nethod It may be said that although 
we still believe It has considerable merit, we have come to have 


some doubts about It. In too many Instances case discussions 
Have been simply an exchange of views, with no real impact on 
the students. We have experimented with Agency cases. State 
department cases, business cases, and have rewritten tom II n ar. 
Agency setting. While the business cases often seem too remote 
to the students, the Agency cases seem equally rosoie to %m<n 
•vnd have too many eewtlcsnal association# for others. 


f . CHir experience shows that the students learn most from 
active situations and exercises. For example, the "Communication 
Same?*’ has been used very successfully for a number of years to 
drive home certain valuable lessens. We do not know of a letter 
exercise of this type acywhere la government or In business 
training circle*. We Instructor* administered this exercise 
ior the industrial College Faculty In the summer of ?3t3 wiser* 

U we % very wall received. 


?. fee have also used ''Role-playing" In varying degrees. 
This Is a technique which Is much used by managament trainers. 
Students vino get drawn Into role-playing usually feel that this 
was the most valuable part of their training. 
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i«, our "In- basket Exercise” Is given to all classes except 
the QS ^-10 level. This Is an exercise not In the pushing of 
but In the analyzing of problems ami coming to decisions 
on & variety of managerial situations. This exercise is usual fy 
regarded as the highlight of our course by most students, and 
have beer experimenting with techniques to expand Its 
effectiveness. We believe our in-basket Is superior to that 
ussc by the Veterans Administration and other organizations. 


8, We have also looked Into the matter of using a cs*»- 
puter farad managerial game, Discussions have been held with 
Weve I omm t Corporation cm their simulation program!!. 

This technique has become quite popular In business maftagaraant 
training ami Is being used fey the Army Management School as we! I . 
It I* our belief that such a fame would be quite valuable as m 
Instructional device; however. It might cost as much as 550,900 
In consultant fms to develop. 


25X1 A5A1 


I. Thu most effective approach we have come across up to 
sow is the so-called 'Managerial Grid” originated by Professor 
Blake at the University of Texas and used by him very success- 
fully in some large corporations. This is a five-day program 
In which the Instructor guides the activities of the students 
In small groups. It embodies active learning about management 
with vary little theory, and the students find out a great deal 
themselves, the way they affect other people, and the wary 

fchev can get things done. In the last Mid- Career Course 

gave a ane-day synopsis of tbv 'Managerial Grid”; the students 


found this extremely worth while and wanted to know more. We tried 
the same thing with a group of GS-U’s and 12*s recently, and again 
St seemed to have very considerable impact. While the "Managerial 
i*rld M does not cower all facets of management* we are beginning 
to he! lave it Is the method meat likely to have genuine and lasting 
graining value. 


A. We are now proposing to stage a five-day seminar for 
SS-lS’s and !£>*$ in May to consist entirely of the Manager la i 
nr Id". If this proves to be as successful as we have reason to 
expect, w# shall then propose that this fee the pattern of manage- 
ment training In the future at all levels. As the work load 
permitted, we would then like to make special offerings on 
selected topics to the extent possible as refresher or advanced 
programs for those who Have had basic management training. 
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#. We also Mould flit* to de velop acme Id eas we have for 


J regarding the pro- 


Hti*. Talk* have boon held with 

duct ion of one or wore films In the general eree of Agency 
supervision end management, It Is our belief that the first 
of these files* wight very well deal with the topic of fitness 

reports. 


25X1 A9A 


€. Another project we have had In wind for several years 
has been a lecture series to be held la the Headquarters Audi* 
torium, but this has been kept In abeyance as long as we had 
only two Instructors. We are new Inclined to doubt the value 
of such a program, especially if It costs money. 

0. Another current activity is our participation In the 
H Id-Career Course. Our one-week presentation in the first of 
these classes, though net unsuccessful, did net ratify belong 
In this course as neither the method nor the content fitted well 
Into the general conception of the course, for the second running 
mr contribution was cut to three days, a substantial portion of 
Which was devoted to the 'Managerial Grid.” This presentation 
was much wore successful, but there Is still substantial doubt In 
our winds as to the appropriateness of a management phase In this 
course. We are currently of the be! lef that basic management 
training should be « prerequisite for the Mid-Career Course which 
should then include a few discussions of Agency management by top 
manager* within the general content of discussion of other Agency 
problems. 


**« mum m 

A, As shown In Chart I, management training has operated over 
the years with three instructors, with the exception of 1362 whan 
there wsre four and of 1963 when there were only two. At the present 
scale of activity four instructors are hardly needed, but the load 
Is rather heavy for two and there Is little opportunity for develop- 
ment of new materials and methods. A staff of two also represents 
no reserve; if one should gat sick. It might be necessary to cancel 
a course. Two Instructors might be sufficient If most of the teaching 
follows the 'Managerial Grid** scheme of Instruction since It does not 
require very heavy participation by the Instructors. On balance a 
staff of three Instructors sews about right. 


8. Ideally, It would tie desirable to have as Instructors one 
careerist from Obi, one from DPS, and one from DOf . Throughout 
1963 m unsuccessful attempt was made to obtain an Instructor from OCP. 


Approved For Release 2002/T1^01 


CIA-RDP78-06365A0001 0001 0002-9 




Approved For Release 2002/11/01 : CIA-RDP78-06365A0001 0001 0002-9 



#- 


Of our current staff one Instructor is from SfH, one from MStT, 
and one from QTft. There has been evidence of reluctance to 
participate In this kind of Instruction because of a feeling that 
It Is something of e blind alley which will not forward one's 
career. 


C. khlle m feel that our instruction Is good, we wish to 
point out that ft Is very difficult to find experienced Instructors 
with e background In professional management. ,, Of the s ix Instruc- 


tors added to the staff since 1959* only one 


hed experience 25X1 A9A 


in teaching previously, end their manager fal training and background 
were "spotty** at best. 


9. To shot!#! the staff and conduct this Instruction by 
contract or by extamal training would be ouch more expensive 
then the presort arrangement and In our view less effective for 
»w>st employees, nevertheless, a certain amount of contract log 
will be necessary In any case If we are to pursue this ’Ttanager ial 
Grid", Inasmuch as that material Is copyrighted and closely con- 
trolled. If this method proves to to at good as we expect* we 
believe we can come to seme arrangement with the origi nators of 
the mater Ial . Whi le It might be necessary to bring ln[ 


fcMr I* 1 * senior level of the Agency, this Instruc- 
tion could be handled for other levels by the present staff. 


25X1A5A1 

25X1A5A1 


£• We have not had an opportunity to make a comparison with 
the manage ment training efforts of other agencies and companies 
but believe our program Is a relatively modest one. About $1h»0Q0 
was budgeted for ft 1963 (In addition to salaries); this was about 
Half of the FY 1962 budget, and not all of this was spent. The 
amount for ft I36A Is about the same, the main costs ere for 
external training for Instructors, hiring of consultants, and pur- 
chase of In-basket material, films, reprints, and professional 
books. 

F. The staff currently consists of three H$-i$*s end one 
G5-B. A 6S-6 slot was eliminated by us as unessential at the 
end of 1962. A total staff of three In 1963 taught as many 
students as a staff of six did In the preceding year. While 
the present teaching staff Is able to handle the current and 
projected load, any dramatic upswing probably would necessitate 


i 
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*<** tm T/0 cod fn program. We prefer to delay «ty 

reeoMMHidet ten* until after we see how welt I \ seminar 


m the "Heneger lei $r1d M If received next Hay* 


25X1A5A1 

25X1A9A 


Attachments 
As Stated Above 


Chief* Hanagement Training Faculty, IS/TR 


COMCUARENCE: 


H 

Director of Training 


1 1 Y r ’\ h ^ ^ ^ 

flats 


i 

i 




0TR/l$/( 


:mam 


(28 February 1964) 
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